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i MEMOMARTAR: FOR:  Acting Director of Comtral Imtelligence

| TIBRTECT s Comments concerming the Report of the Task Force

i an Peraoonal Hanspewent in CYA

i .

REFRNERCTE ! Hemo to Zmpcutive Comsittes fr Dmmcutive Director

! subj: Report of the Task Foree on Persoanel
; danegament Iin CIA

This memorandus mtm Y tmm:ive opinious regarding each of the
twenty-ive principsl recommmdations made by the Task Forcs i{n reference
report. 1 must secessarily quamry my opinions as belng tertstive Yor any
! of peveral ressons. Some of the reccomendstions mede are very fundamental
and important spd wawrrant the most thoughtful stody before receiving gerious
comelderation. I do npt believe tha Task Forse undertook to meice such
studies and most of {ts recommendstions, therafore, would better be viewed
ag icentifications of possible mm»um in our pregent persconal policies
snd coneapts OF personnel menagseent rather than sa specific proposals jor
Policy sporovel and potlon. WW%WWWWMWW at
least partially incorreet understandings of current personnsl policies s
practices of the Agency. Lleatly, there 1o a great possibllity that T may
not e Mally understandiog of some of the recommendations in the context
thet wvas understood by the Taak Force.

Jwcompendation Ho. 1: Comour. As you know, this is being done.

“poommencation Ro. 't Concwr.  Study hes been completed and submitted

T the DIXY.

fecommendation Ng. 3¢ The Agency's Cereer Service Program, together

vith its subordin career sarvice mechaniems ropresentiog major sreas

of vooatisnal apecimmﬁam, vas evolved over pany yosrs as one poesie

| ble solution to the seesiogly hopeless problen of Zeveloping a unifisd

5 Agency personmel program. The problem lay in the highly divisive Pforces

! peoerated by widely diverpent nissions, world-wide dispersion of commend

| suthorities, high security cosparimentation, and conflicting philosophies
of organizstion and commmed. The fact is, however, that a workable cop-

: cept and mechenmiem has been avolved. ‘heress I stromgly endorse any

| proposul €0 comtinue our stulles s further evolve sad strengthen our
personnel mansgesent gystem, I do not agree and indeed think 1% would be

1 zoat detrimestal were the Ageney to “abolish” the emtire Career Service

@ systen, 1 also must disagree that the present avetes "hae mrveﬁ {0 dime

| sipate the command respopsibllities of the line executives.” Txanination
of Our muserous caresr gservices dlscloses that they basically conform to

! The mgm&mtimﬂ siructre of the Agency ami are operated under ooyl

5 ud’ the ralsted Deputy Mrector concermsd or, wbers spprovriaste, office

*I hends subordinate Lo hip.
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“ecopmsendation Mo. 4: ¥era I think that the real recommend

contained in paragraph 5 rather than in Reccsmendstion Ea. L an stated.
1 concur in the principle, but this needs to be atadied in greater
depth. The supervisor vho mkna out the individual's fitness report
is, in many instances, ungble to advige the individual of exactly vhere
he stands in competition with his contemporaries. 7To be effective, 1
think that this probasbly wilil have to be done at some higher level -~ as
wve are now organized by some higher echelom in the Career Bervice.

Hecommendcation #0. 5: I have serious reservations as to the wisdom of
issuing such a notice. I Delieve that there are other ways to acoom-
plish the seme objective and that this alome would not <o much to boost
morale; in fact, unless 1t were followed by tangible evidence of some
kind 1t could 4o hwrm. 1 sa particularly doubtful as to the wisdom of
the apparent proposal contained in paragrsph b of the suggested notice.
I believe that a spacial exercise reguiring a conference belween esch
soployes and his supervisor would tend to alsrm the smployee body at
large rather than resssure it. Secondly, as indicated in my comments on
ecommendation No. 4, I ¢o0 not believe the first-line supervieor is in
a position to counsel the exployee to the degree implied in the draft
notice with respect to his "precise status” and "future prospects.”

fecommendations &, 7 mnd 8 all pertain to the Agency system of fitness
reports. In this commectlon I wish to point out that the Agency has
only in the past foaw months put into use a new, and w beldeve signifi-
cantly improved, form of fitness report. My bamic position is that we
should comcentrate all of our efforts tovard ensuring that the regquire-
rents and rating standards of the new form are ¢learly undersiood and
followed by all supervisors. & close system of monitoring, not only by
the 0ffice of Perscnnel bt by all levels of line suparvision, will be
required. My specifie counter-recommendation is that the Uirector of
Persopnel immediately develop s Jjoint monitoring smnd correction system
in collaboration with each of the Directorates and that the latter
exarcige strong leaderahip in requlring greater percaptlon snd depth
in performance rating process and in bringing shout greater uniformity
it the use of rating stenderds. Subject to these general statements,
wy specific coemenis on recosmendations 6, 7 and 8 follow.

Hecormendaiion Ho. 6: This is an objective well worth striving for;
nowever, I as not optimistic that any systen cen be devised which will
eliminate the human aspects of making out fitness reports. We want
every supervisor and reviewing official to be completely hopest in his
evaluation of an individual. I ma not sure that this 1= conslstent with
the establishment of an sdministrstive requiresent that a certain per-
centage of all employees must be rated in the lower, middle, or upper
category. There are just too many humen judgments involved to allow
the srtual éistribution to colnclde with the theoretical.
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. B ¥hile I have no objection to changing the current
*“mmnmwrtfam,mmisméwmwmaﬂoﬁmﬁu
ragard. This form reguires mpervisors to be reated on this sapect of
their performance. This i1 not to say that this or any other form csn~
not he fmproved upon, dut I do not think that the fom 18 really the key
to the problem. What you have to do is try to get people to be honest
and coepletely objective in maeking out fitness reports on any fomm am?
through any aystes. I doudt very seriocusly that & nev fom will in snd
of itself sceomplish the Segired remilt.

ﬁ
H

Recoemendation So. $: Here ngein I comcur in the objective, btut I sub-
it that the supervisor (rating officer), in most cases, is mot in a
position to sdvise an eployee of his relative standing.

I believe that the thorust of this recommendation
h 10 rather than in Recommendation Fo. 9. I eoncur

L paragrap:
in wﬁm Ho. 9 in principle; however, thers iz a great deal of
wvork to be done befors it can be effectively tuplemented, amd I would
like to see & system devised and approved by the LDCI before attesgpting
implementation.

MM:WM&MWW&M&MW%:M:&. I
thizk that theru probably are many positions upon which there is a defl-
nite cetling and in vhich employees very definitely can contipue Lo do g
superior job indefinitely without promotion.

The IHrector of Persontel im oot in a position
&x larger separaticn sllowances. Asmming that our present
mgul«t!.tm on peparation compensation is a sound precedent, it requires
clearances vith the Auresu of the Budget, Civil Service Cammission,
President's Personnel Advisor, Attorney General, Comptroller Genexal,
apd Tour Congressiomal Coemittews. If we are amccessiil in implementing
Recormendation lio. 1, this will be pretty well taken care of.

jecopmendetion No. i2: I concur in the recamsndstion. Howvever, I am
Firaly oonvinced thet in the finel anglysis, no matter what the Agency
does, a surplus esployee will or will mot get a Job elssvhere depending
to & very high degrees on hig persomal gualificstions znd the impression
sthich he is able to make wpon a prospeetive employer. Dvery prospective
employer is going to search Yor the snswer to his question, "ihy did
CIA let this men go?¥. Assuning that we cen provide & good answer to
this guestion, ninety per ceat of the problem gtill rests with the indi-
vidual and hie ability to convince a progpective employwr that he has
something that the employer needls.
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; ] v Tt soems to me that the primary recommendation
hore 1g co ned in poragreph 1k rather than in the specific recommen
dation, and I believe that this is a problem which needs puch deeper
gtuldy. T have merious reservations ebout the effect on the morale of
employers other than JOT's iT each JOT is earnmarksd as belonging to that
elite group from which are to e chosen pecpls to £ill the Agency*s key
Joba. T think, slso, that the JOT's might well be digiliustioned at a
loter date.

.

seomaendation Mo. 1h: I think you recogalze in parsgraph 15 that all
supergradjes are not really generalists] and, thersivre, i worild like to
gee this problem studied much more thoroughly.

Bo. 15: Non-concur. I an gratified to sse thet the
theme ruoning through this peper would strenmgthen the hand of the
Mrector of Persosgel., However; in the handling of supergrades, I
bhelieve that the Deputy Drectors should personally play = stroug rols;
and I, for one, would not be willing to bLe ty-pasact by the Director
of Personnel ondl have these responsibilities taken over by & board.

We just elisinated the Supergrade Review Hoard. This would merely
reestablich it uader snother nsoe.

i stion Ho. 16: First ve have to settle the guestion of whether
ve want to wy gew category of "Censralist”, If eo, then the
Drector of Persomnel shonld devise a aystem of identifying these people.

5

2CCRERIE g, 17: Y think that the principle of s mid-career coures
in Tine, : lesn of vho Dinally attends 1t. However, I don't see hov
1t would help in identifying the middle echelon gupervisors whe should be
named geweralists, and I caution against approval of this reccamendation
without full underatending of shat 1t means and what 1t ia going %o tske
to nake It work. %mmwammmmwmmmmmw
1ittle difficulty. A course is wo good wless sonebody attendz it. To
moke 1t work, 1% may requicze sowe incressed facilitien and staf? in OIR.
More importast, hovever, ls the fact that Agency companants will have to
send people to the coursa. In short, thers are bundgeisry snd persomnel
ceiling implicatious here; and, unless wa are prepared to provide thig
kind of support, spproval of the recommendation will mean 1ittle or
nothing.

g I
b,

Hecciapendat; Ho. 18: I have no objection to the study, but at the moment
I question the advisabllily of paricdic issuances to smnowncs promotions.

eccmmntation Ho. 19: This recosmendetion needs zove stady. In order
to carry out the responsibilities proposed for the Mrector of Personnsl,
he will have to have suppori from the DDCI. Befure the DMroctor of
Feraommel iz given thiz responsibility, a procedure for carvying 1t out
should be devised and approved by the DOCI.
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Fo, 20: %hile I =am in fevor of a Persomsel Developmernt
doard, ot sure about estahlishment of the "generalists™ category;
and, here agein, before we ostablish a board we should uake up our minds
what it 1s golng to do. Following the Inspector Ceperal's inspection

of our Career Service in 1960 s Persormel Development Board vas esteb-
lished and, as for as I sm concmrmed, it hes produced practically nothipe.

fwcommendation o, 21: T am stromgly in favor of a progras which insures
Junlor cfficer, mid-career, and senmior officer treining st certain stazes
of their careers. However, as I have slready saild, there is no point in
ihe Agency's endorsement of this as a principle unless it 1s prepared to
support the progras vith money and personnel ceilings which will make it
poseible to earry it out. In connection with the specific recoomendation,
ve will soon complete a psper on this subject, which was reguested by the
fxeeutive Director s few wesks ago.

Ck pkL

dation £8: Concur in prineiple. However, I am not sure Just
> by He fes] that top caliber personnel technicians sust he

‘ : I concwr in this recommencation and balieve that

and should become more hosiogencous. At the same tioe,
oy » I think that we sust not lose sight of the fact that various
parts of the Agency do have different problems. The carrying ot of our
misslon requires extreme flexibility, and let ug not become ower-
standardized. Here agrin, thersfore, I believe that 1t would be &ppro~
priste to make s study and declde vhat we are zolng to standardize and
huve it approved by the DICI before the Director of Persommel attampte
to carry out this recomnendation.

Hecoemendation Ho. £4: Concur.

"

fecommendation Ho. 25: Does paragraph 25 mean that the D0/P bas done a
better Job of parscnne) maneg than other Agency components? The
detalls of any plan to provide more centralized control in parsonnel
natters need to be stuifed before a final position can be tsken om this
recamendation. At the morment I still belisve that the Arem Division
Twels a Personnel Officer.

.

/5y
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